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CINCFOR  IMPLEMENTATION  OF  JCS 
DIRECTED  JOINT  TRAINING  DIRECTIVES 

INTRODUCTION 

The  bottom  line  o-f  the  study  was  to  sort  through  the  broad 
conceptual  dir'ectives  -from  JCS  and  recommend  a  -functional  staff 
cir'gan  i  ra  t  i  on  that  can  pr'oduce  sound  JMETLs  and  a  meaningful  JTF'. 
Work  was  not  done  in  isolation.  Constant  dialogue  was  maintained 
with  FORSCOM  J3.  Planning  meetings  wnre  attended  at  JCS  and 
ODCSQPS.  Results  wer'e  br'iefed  to  the  FORSCOM  J3  and  the  study’s 
findings  were  fully  endorsed  and  accepted.  Appendix  1  of  this 
study  is  a  comprehensive  briefing  given  to  the  FORSCOM  J-3. 

Readers  should  use  Appendix  1  as  a  follow  along  aid  as  they  read 
the  narrative  portion  of  the  study. 

BACKGROUND 

To  undet'stand  the  FORSCOM  challenge,  a  brief  historical  walk 
thru  IS  necessary.  Beginning  with  the  Goldwater-Nichols 
Reorganization  Act  of  1986,  responsibilities  were  clearly  assigned 
to  OSD,  CJCS,  the  CINCs,  and  the  Ser'vice  Chiefs.  The  inter'pre- 
tations  of  these  r'esponsib  1 1  i  t  ies  is  not  a  subject  of  this  study 
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but  will  ultimately  at-fect  the  JMETL  and  JTP  pr'ocess.  In  November' 
1987,  the  CJCS  issued  dif'ectives  that  required  the  CINCs  to 
develop  both  JMETLs  and  JTPs;  however,  it  was  not  until  Januar'y 
1989  that  a  draft  Memorandum  of  Policy  (MOP)  was  cir'culated  to  the 
CINCs  for  concurrence.  The  MOP  was  broad  in  scope  and  did  not 
address  the  mechanics  of  the  process.  FORSCOM  is  cur'rently 
addressing  the  obvious  issues  that  are  associated  with  the 
complexity  of  being  both  a  supporting  and  supported  CINE  as  well 
as  a  contingency  unified  command  and  a  designated  specified 
command.  Another  problem  area  for  FORSCOM  is  simply  getting  the 
process  started.  If  METL  development  is  to  follow  proceduraly 
that  which  is  outlined  in  FM  25-100  (JCS  does  not  specify),  then 
FORSCOM,  which  is  the  largest  command  in  the  DOD,  will  have  in  my 
opinion  at  least  an  eighteen  month  to  two  year  struggle  to 
implement  CINC  JMETL's,  There  is  currently  no  JCS  guidance  that 
outlines  a  procedure  other  than  a  reference  to  FM  25-l'.'t0. 
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The  issues 
Many  ot  the  is 
Spec  1  -f  ical  1  y  , 


JOINT  TRAINING  ISSUES 

associated  with  the  entire  process  are  enormous, 
sues  discussed  apply  to  other  CINCs  as  well, 
only  eight  areas  are  addressed  in  the  study. 


FUNDING 

Ninty-tive  per'cent  ot  joint  training  dollar's  ar'e  in  the  Joint 
Training  Exercise  (JTX)  Program.  (Exact  dollar  amount  is 
classified.)  Ther'e  does  not  exist  a  procedure  to  fund  JMETLs. 

The  intent  is  to  convert  ft'orn  exercise  objectives  to  JMETLs.  Th  i 
change  will  reguire  a  pr'ocess  to  be  constructed  that  makes 
exercise  objectives  subordinate  to  the  CINC  JMETL.  Inherent  in 
the  construction  will  be  a  complete  re-look  ot  how  exercises  are 
planned  and  prioritized.  It  the  objective  ot  JCS  is  to  tund 
exercises  based  on  how  they  support  JMETLs,  then  a  definite 
program  is  needed  to  identity  those  needs.  FORSCOM  will,  in  turn 
have  to  establish  the  same  process  tor  FORSCOM  subordinate 
commands  in  order  to  prioritize  resources. 


FGRSCOM  cannot  develop  JMETLs  with  r'espect  to  Active 
Components  (ACi  and  Reser've  Components  vRC)  until  the  t'eceipt  ot 
supported  C I NC  JMETL's.  True/False?  Coordination  o+  METLs 
through-out  the  geographic  CINCs  arena  has  to  be  done  by  JC5. 
Currently  it  is  not.  FORSCQM  has  a  par'ticular  challenge  with 
respect  to  Reser've  Component  (RC)  units.  RC  units  will  not  be 
able  to  quickly  respond  to  METL  changes. 

EXERCISE  MANIPULATION 

As  exercises  are  manipulated,  as  they  are  now,  by  funding 
constraints,  availability  of  flying  hours  (MAC)  and  force  avail¬ 
ability,  FORSCQM  prioritization  of  METLs  to  its  subordinate 
commands  is  also  impacted.  Again,  the  exercise  objective  must  be 
clearly  linked  to  and  support  a  JMETL.  E x amp  1  e !  If  a  major' 
deployment  outside  of  CONUS  is  reduced  by  an  overseas  CINC,  then 
the  FORSCQM  METL  to  mobilize  and  deploy  forces  would  also  be 
affected.  This  very  simplistic  example  only  illustrates  the  need 


for  JMETL  coordination. 


JWETL  COMPETITION 

Tfie  over'lap  ot  JMETLs  between  CINCs  will  oe  an  area  of  tremen 
dous  contusion.  Availability  o-f  -forces  is  the  ley  element.  vJith 
the  pending  reality  of  constrained  training  resources,  JMETL 
competition  for'  scar'ce  t'esour'ces  will  be  vicious.  If  JMETLs  ao 
set  the  pr'iority  for'  funding,  then  FORSCOM  will  have  the  same 
dilemma  in  funding  its  subor'd  mates.  Will  funding  be  based  on 
v-jor'st  case  war'  plans,  fir'st  to  fight,  agr'eements  and  tr-eaties, 
for'ce  moder'n  1  2  a  t  1  on  ,  or'  a  combination  of  the  above’ 

FLYING  HOURS 

Military  H 1  r' 1  1  f  t  Command  (MhC)  is  a  major'  driver  in  exer'cise 
development  and  e>;ecutian.  The  only  issue  her-e  is  that  tradi¬ 
tionally,  flying  hour-s  ar'e  allocated  against  the  expr’essed  needs 
of  an  e;ercise.  Will  a  METL  now  have  the  same  hours  identified 
with  It’ 

PLANNING  CYCLE 

Curr'ently  JCS  exer'cises  ar'e  developed  accor'ding  to  a  five-yea 
plan.  The  JMETL  pr'ocess  will  be  bi-annual.  If  exercises  are  to 
suppor't  a  CINCs  JMETL  then  an  entir'ely  new  planning  cycle  has  to 
be  developed.  This  will  be  fur'ther'  complicated  by  the  budget 
process  which  now  uses  JCS  exercises  as  a  means  to  identify 
r'esources.  This  is  another  example  of  how  exercise  must  be 

I! 


supportive  of  JMETLs. 


OTHER  SERVICES 


The  Navy,  Air  Force,  and  Marine  Cor'ps  do  not  use  the  METL 
pi'ocess  within  their  services.  Inherent  with  the  METL  process  is 
the  absolute  requ  i  I'emen  t  that  METLs  are  supportive  trom  lower'  o 
higher.  Training  plans  must  also  reflect  that  san;e  suppor't. 
Allied  forces  do  not  use  the  METL  process.  For'  those  comfirands 
that  are  combined,  this  will  present  a  challenge. 
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JOINT  FQRSCOM  TRAINING  MISSION 

To  begin  the  pr'ocess,  a  clear  statement  of  the  mission  to  be 
accomplished  is  needed.  The  -following  is  a  proposed  FORSCuM  joint 
tr'aining  mission  statement: 

CINC  FQRSCOM  MISSION. 

PROVIDE  A  JOINT  TRAINED  FORCE  PACKAGE  ORGANIZED  FOR  COMBAT 
BASED  ON  SUPPORTED  CINCS  JMETL.  FORCE  PACKAGE  WOULD  BE 
PRIORITIZED  FOR  TRAINING  BASED  ON  "FIRST  TO  FIGHT"  (AS  DETERMINED 
BY  JSCP).  CINCFOR  WOULD  BE  RESPONSIBLE  FOR  TRAINING,  TRAINING 
SUPERVISION  OF  ALL  CONUS  BASED  FORCES  TO  INCLUDE  AIR,  SEA,  GROUND, 
BOTH  AC  AND  RC. 

The  above  mission  statement  is  not  new  to  FORSCOM.  The 
current  land  defense  of  CONUS  and  militar'y  suppor't  to  civii 
defense  plans  are  planned  for  execution  in  this  manner'.  Obvious 
with  this  mission  statement  is  the  need  for  CINCFOR  to  become  a 
unified  command. 
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FORSCOM  JOINT  STAFF  FIX 

To  implement  JCS  directives,  there  needs  to  be  a  coordinatea 
link  between  war  plans  and  JMETL/JTF'  development.  This  link  is 
essential  at  the  very  beginning  ot  the  process.  Without  cuoraina- 
tion,  no  meaningful  program  can  be  developed.  Within  the  J3 
function,  a  proposed  directorate  would  be  titled:  JOINT  STRATEGIC 
INTEGRATION,  TRAINING,  AND  EVALUATION  DIRECTORATE  (J3/I-T.vE). 

MISSION 


The  mission  of  the  J3/I-T?<E  would  be;  TO  EXECUTE  JOINT  AND 
COALITION  PLANNING,  PROGRAMMING,  TRAINING,  EXERCISE,  AND  EVALUA¬ 
TION  OP  THE  TOTAL  FORCE  PACKAGE  IN  SUPPORT  OF  THE  WARFIGHTING 
CINCS.  The  directorate  would  be  joint  staffed  with  Army  (AC/RC<, 
USAF,  USN,  USMC,  and  USCG.  A  TRANSCOM  member  would  be  essential. 
There  is  a  need  to  combine  the  AC  and  RC  training  functions  and 
place  exercises  under  the  tr'aining  development  process.  The  focL's 
of  this  directorate  would  be  to  the  future. 
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FUNCTIONS 


Strategic  and  Operational.  The  objective  would  be  to  mesh  me 
CINCs  strategic  role  with  the  necessity  to  provide  clear-  guidance 
to  oper'ationai  commander's. 


Specific  Functions. 

a.  Coordination  of  the  CINCs  battle  focused  JMETL. 

b.  Development  of  the  Joint  For'ce  Training  Plan  (JTP). 

c.  Coor'dinat  ion  of  evaluation  of  JMETL  proficiency. 

d.  Integr'ation  of  ODT  and  KFUP  tr'aining  for  the  CINC. 

e.  For'ce  modernization  training. 

f.  Allocation  of  critical  training  resources  based  on  METL 
prior'ity . 

USE  OF  JOINT  WARFARE  CENTER 

FOHSCOM  IS  the  executive  agent  for'  dir'ection  of  Joint  War'far  e 
Center'  (JWC)  operations.  The  current  mission  of  the  JWC  is  to 
develop  simulations  to  support  all  CINCs  war  plans.  The  JWC 
capability  could  easily  be  expanded  to  validate,  simulate,  and 
enhance  the  war  plan-JMETL  lini.  Its  capabilities  could  be  used  to 
"sort  out"  the  JMETL  maze  between  CINCs. 
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J3/I-T8tE  STAFF  RELATIONSHIP 

Recognizing  that  war  plans  are  the  base  -from  which  JMETLs  and 
the  JTP  will  be  developed  and  -further  recognizing  that  war  plans 
are  a  joint  staff  effort  (Jl,  J2,  J3,  J4,  J5,  J6,  JS),  it  will  be 
necessar'y  for  the  J3/I-T?<E  to  ensure  full  staff  part  ic  ipat  ion  and 
input  into  the  JMETL  and  JTP  program.  It  will  be  necessary  at  the 
beginning  of  the  process  to  get  direction  from  the  CINCFOR  because 
of  the  critical  nature  of  JMETL  prioritization  and  the  commander's 
guidance  element  of  the  JTP. 
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CONCLUSIONS 

The  Goldwater — Nichols  Act  o^  1986  made  the  Chairman  ot  the 
Joint  Chiefs  of  Staff  responsible  for  formulating  policies  for 
joint  training  of  the  Armed  Services.  The  Chairman's  goal  in 
carrying  out  these  r'esponsib  i  1  i  t  ies  has  been  to  enhance  the  war'- 
fighting  capabilities  of  the  CINCs  by  giving  broad  and  general 
guidance  intended  to  improve  joint  training.  However',  the  gener'ai 
nature  of  the  guidance  has  left  many  unresolved  issues.  Granted 
most  are  mechanical  and  can  be  easily  overcome.  What  is  needed, 
up  front,  IS  for  each  CINC  to  analyze  respective  war  plans,  and  in 
turn,  develop  JMETLs.  Only  then  can  a  meaningful  JTP  be  developed 
that  translates  into  a  resourced  annual  training  plan  for  subordi¬ 
nates.  For  CINCFOR,  this  process  is  critical.  No  other  CINC  has 
such  a  compleM,  dynamic,  and  vast  command  as  does  CINCFOR. 

Because  CINCFOR  is  both  a  supported  and  supporting  CINC,  a  speci¬ 
fied,  and  in  some  respects  a  unified  command,  it  is  essential  for' 
effective  peacetime  training  that  CINCFOR  take  the  lead  on  JMETL 


and  JTP  development. 
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RECOMMENDAT I DNS 

The  study  itself  has  been  a  recommendat i on .  The  study  was 
brie-fed  to  the  FQRSCOM  J3  and  actions  ar'e  underway  to  i mp  1  eiiien  c 
its  -findings.  Portions  o-f  the  study  have  been  brie-fed  to  the 
FORSCOM  MACOM  Commanders  and  active  input  is  being  generated  ff'om 
them.  The  study  will  be  the  baseline  by  which  the  War 
Plan-JMETL-JTF  link  will  be  established.  Appendix  1,  "Study  Brief 
to  FORSCOM  J3"  IS  the  critical  element  of  the  study.  Page  38 
lists  detailed  recommendations. 


12 


EC  I  E»l_  I  V 


1.  Public  Law  99-433,  Goldwater-Nichols  Department  ot  Detens 
Reorgan  1  cat i on  Act  o+  1986. 

2.  SACEUR  Brief  to  Secretary  Defense,  Nov  87,  Subject: 
(Classif led) . 

3.  CJC3  Message  dated  17  Aug  88,  Subject;  Joint  Mission 
Essential  Task  List  (Unclassified). 

4.  CJCS  Message  dated  28  Nov  87,  Subject:  Joint  Tr'aining 
(Unc  1  ass  i  -f  led )  . 

5.  DOD  Directive  1322.18,  9  Jan  87,  "Military  Training". 

o.  CJCS  Message  dated  20  Aug  88,  Subject:  Preparedness 
Evaluation  System/CINCs  Preparedness  Assessment  Report. 

7.  Memorandum  to  Vice  Director,  Joint  Staff,  dated  25  Nov  87 
Subject;  Joint  For'ces  Training  Policy. 

3.  JCS  Pub  02,  1  Dec  86,  "Unified  Active  Ar'med  Forces". 

9.  Joint  Training  Policy  Memorandum  of  Policy  (MOP),  dated 
24  Jan  89. 

10.  JCS  Worldwide  Training  Conference,  3-6  Feb  89,  Subject: 
Joint  Training  Policy,  Joint  Mission  Essential  Task  Lists 
(JMETLs),  Joint  Training  Plans  ( JTP) . 

11.  AR  350-41,  "Army  Forces  Training". 

12.  FM  25-100,  dated  Nov  88,  "Training  the  Fot'ce". 

13.  Meeting  with  FORSCOM  J3,  16  Dec  88,  Subject:  CINCFDR 

P'osi  t  ion . 

14.  Briefing  of  Study  Project  to  FORSCOM  J3,  23-24  Feb  89. 

15.  FORSCOM  JMETL/JTP  Working  Group,  27-30  Mar'  89. 
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FACTORS  LEADING  TO  JTP  DEVELOPMENT 
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(4)  Designating  an  office  of  primary 
responsibility  for  joint  training. 


JCS  EXERCISE  PROGRAM  REVIEW 
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JOINT  MISSION  ESSENTIAL 
TASK  LIST  (JMETL) 
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CINC  JOINT  TRAINING  PLAN 
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agencies  to  meet  CINC  joint  training 
requirements. 


JOINT  TRAINING  PROCESS 
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BALANCING  FUNDING  AND  PRIORITIES 
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JOINT  TRAINING  PROGRAM  FUNDING 
BASED  ON  PRIORITIES 


JOINT  TRAINING  PROGRAM  SCHEDULE 
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TRRNSCOM  vs  FORSCOM 
FlirOM  UR  rTMCOM  vs  FORSCOM 
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METL  PROCESS 
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FORSCOM  POZZLE 
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JOINT  FORCES  TRAINING  PLOVERS 
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JOINT  FORSCOM  TRRINING  MISSION 
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SUPPORT  TO  CIVIL  DEFENSE  PLANS  ORE 
PLANNED  FOR  EXECUTION  IN  THIS  MANNER. 
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COMBINE  OC  &  RC  TRAIMIMG  FUNCTION 
COMBINE  EXERCISE  &  TRRINING 


FUNCTIONS:  STROTEGIC  &  OPERRTIONflL 
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OT  DOTES  &.  SITES 
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OUTPUT  >  INPUT  >  PROCESS 
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COST  COMSIDERBTIOM:  PROGRRMEO 
WHEN  EVPLURTFn-  FV-89 
FORCE  PflCKRGF-  XXX 
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